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Remarks: 


I attach herewith a copy of our ''Review and 
Evaluation of Career Trainee Systems" and also 
a copy of a study written by 

and based on the answers provided by 
recent employees to the CSC's questionnaire. 

Please review these papers and be prepared 
to discuss our work in this field at a meeting of 
the committee to be called early in January. 

We are arranging to make these materials 
available to the junior members of the committee 
so that they, too, will be in a position to discuss 
them. 


FOLD HERE TO RETURN TO SENDER 
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The Honorable John W. Macy, Jr. 
Chairman 

United States Civil Service Comraiesion 
Washington, D. ©, 20415 


Subject: Review and Evaluation of Career Trainee Systems 


Dear John: 


We are pleased to forward herowith the report which wae 
drawn up by the committee we formed to evaluate the Agency's 
careor trainee syatem. The committee that drew up the report 
was composed in accordance with the suggestions in paragraph 3 
of the call for an evaluation. The report itself is based on written 
submissions from cornmittee members and notes taken during 
two extensive reviews of a proposed text. 


The very nature of this exercise prevented us from 
validating the individual criticisms of our system. However, we 
feel that we have learned a great deal and believe that in due 
time we will be able to detarmine the extent to which conditions 
needing correction are prevalent within the Agency. We will also 
be able to tast the foagibility of some of the very interesting ideas 
which were advanced during the course of our talka. ae 

; [trust that this report will be useful to the Civil Service: 
Commission in drafting its response to the President's call for” 
a survey of this very important subject. 


Sincerely, a 
Ys U.. K. White s 
mY Foo 8 LK. White 
Executive Director 
Attachment 
GMStewart (26 Nov 68) . oe aera 
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THE PRESIDENT'S PROGRAM FOR TALENTED 
YOUTH IN THE FEDERAL SERVICE 


Career Traines Management in the Central Intelligence Agence 


ENTRODUCTION 


Concepts of career service underlie practically all a 


4 


‘are recruited as young college graduates and are selectod 


for their carser interests and caracr potential. Yor 
management purposes they are assigned to one of scveral 
“Career Services", which in certain cases are further 
subdivided inte groups, cach of which encompasses a major 
functional area, includes the required numbers and kinds 
of personnel to carry out particular Agency-wide functional 
yepponsibilities, and constitutes a houogencus competitive | 
area within which ita mesbers are developed and assigned. 
Tne heads of these Career Services select, train, develop, 
promote and deploy their personnel to meet current and iong 
range needs, They have long-term careor responsibility for 
the members of their Services even when those members are 
assigned to other comeaand jurisdictions, 

Young professional employces enter the Agency through 
direct hire into one of the Carcor Services, ox through a 


special selection and training program which is centrally 
Approved For Release 2003/04/29.:.CLA-RDP84:09780R003700090022-1 
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managed for the Agency as a whole and which ig called the ~ 
Carcer training Program, Fhose who enter through the 

Carcer Training Program ave selected on the basis of general 
ag well as specialized qualifications, and with a particular 
view to their developmental potential. Thoy reccive broad 
Agency training and orientation before they are transferred ~ 


to one of the Careor Services for duty. 


PART I 

A. Manarenent of Career Trainee Systens 
1. Current Systes | | 

a. What provision is made for ceiling and funds 

@liocation or for otherwise insuring a 
continuing intake of career trainces? 

The career traines iaput yoquironenta of the several 
Carcer Services and of the Carear Training Progran are 
developed annually and are included in the Advanced Staffing 
Plan which establishes the Agency's personnel input targets 
for @¢ach fiscal year. Ruch of the several Career Services 
determines the portion of total input which it wishes to 
come via the Carcer Training Program. They also determines 
the kinds of academic background and experience which are 
neaded to suit current aud prospective requirements. 1% 
4s implicit that each component has allocated funds to _ 
support ite requirement. | 
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6b, What provision has been nade te monitor and ILLEGIB.. 
coordinate carcer trainee development? ae 


The developmental programs iu tho Career Services ( 
and in the Career Training Program itself are designed to 
provides experience and training to euit individusis for 
levels of progressively urentor responsibility in their 
career Yields, Honiteriang and coordination of developmental 
activities are achioved through Boards and Panels in cach 
Career Service area, Throughout the organization, however, 
the supervisor is the koy to effective carcer management. 

G. What criteria are used to determine the 

numbers of career trainees and the kinds 
of college majors or experience necded? 

The nature of the job scts the requirements for 
Career Trainees. Thus tho operating offices, in accordance 

with their functional responsibilities, determine the numbers 
ef young professional cuployees who are needed and what 


their educational and experience qualifications should be. 


Requirenents arise from a review of immediate, short-term 

needs and alse from a continuing study of the size, composition, 

turnover rate and loag-term trends in each of the Services, 

In this way rate of recruitucnt is related to future rate : 

of advancement, : 

ad, What is the objective of the career trainees 
Soveloonent program, a target position in a 
epeclalty, or general development? 

The objectives of carccr nanagenent, LiGer carcer 


trainees developmental activitios Aven Bey 
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with the best available individuals, to identify the sost 
eecaausan people, and te provide thea the training and work 
experience which will equip them to take on increasing 
responsibilities, Gonerally, initial orientation is toward | ,/ 
a specific job or typo of Joh with required background, 
Tren through in-house and external training and varied 
acoignaents, Lt de «expected that the officer will enlarge 
his potential and make a place for hissolf in the line of / 
succession to middie aad top-level functional and manage=e 
ment positions. 

oo What has been doag to insure that the target 

position docs, im fact, require an Lacunbent 
with a college degree or equivalent? 

There ard ao “target positions” as such; there are } 
joks to be filied at junior professional levels, each with 
dts production and performance requiremente. The educational 
requirements fer incumbents are sct by operating componenta 
and aro reviewed by the Office of Personnel. | 


2. To what extent ara career trainees involved in ILLEGIB | 
planning and operating careey traineo prograns?7 ges 


+ 


To Gate, carcer trainees have been involved very Little 
in planning and operkiilng career traince Sadia, “Saat 
interests, preferences and informal evaluations are consulted 
and taken into account, but there as no systcnatic proyisica . 
for foraal participation, individuals can and do initicte 


wequests for trainiag or reassignment on an ad hoc basis. 
Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1 
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a, By management, 


This is a task-oriented Agency, characterized through 


out by an operational foous, Ite relatively brief and 


active history, smi the nature and variety of its 
responsibilitios, sone of which have been added in very 
recent tines, are reflected im the diverse practices of | 
its various compovents with respect to carcer management. 
We take it gor granted that career nanagenent philosophy 
and practice will vary in the organization according to tac 
functional concerns and operational objectives of the major 


elements, Each has boon left to develop ita own procedures, 


and Agency-wide, coordinated action exists at only tvo levels 


the threshold Carcexy Training Program, and the Hid-Carcer 
Progran, What happens in betweea iu a matter for local 
deternination, with the attendant dsngere of sporadic, 

ad boc attention ta individual interests. 


Given the broad range of spaialties required and the 


particulay probleas of security compartmontation, complicated 


perhaps by seme of the “generation gap" problems familiar 


ILLEGIB.’ 


teday, cur managers’ viows vary with respect to the success 


ef current gystem, Soma doubt that it ig entirely satisfactory. - 


They de feel that the sechanijsm exists for implementation 


os Yareer prograns, Gut that improvoments in implementation 
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“"- career trainee evaluations given elsewhere in the report. 
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are desirable. In particular, it is necessary that the system be 


flexible and dynamic in keeping with the Agency's overall need to 


be the same. They recognize that differences in practice can _ “ : 
eS ‘ILLEGIB- 


result in inequities and can restrict the opportunities of individual | ae 


employees for training and rotational assignments; and that a | 


greater degree of Agency-wide review and policy guidance may’ 


4 


be desirable. 


os ia 
b. By < career trainees. - V9 ANZ Wy 


” 
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We believe. that,mos i trainees Pe the Agency's Bre 
management practices to be adequate. However, they are quick 
to identify certain deficiencies or points of criticlam., These are 
cited here although there has been no way, in the time allotted, to -— ; 7 

a : : : _ 
= reas 
ae 


evaluate them. This, as a general proposition, holds true of the 7 


The college degree requirement is unrealistic for too 
many of the jobs to eh career trainees are assigned 


“e 


The Agency does a er job of selecting career trainees 
and preparing them for the first job - but there is inadequate _ 
follow-through, Career Services appear to pay little attention 
to their people except for matters of promotion and occasional 
training. | 


Questions concerning training and rotational assignment are 
ually handled by the line supervisor and he often is unable” 
or unwilling to do anything. 


Career Trainces are looked upon as a sort of talent pool; 

a certain amount of 'drudge'' work is necessary and is 

expected, but many of them get bored and discouraged while oh. Sit, 

RATE Leanna nae EDIRNE S Perea eaveroneenze: 1 ILLEGIB" 
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Shere are too many restrictions on rotational | 
Aosignuent, particularly across organizational! 
lines. 


Supgervisors are toa involved in operations 
to bo concerned about porsoennel management. 


The trainee rarely hes an opportunity to express 
his opinions direetiy te the decision makers, 


Shere seldom is a nead for counseling, but we 
woudd like to feel that there is provision fox 
at. In gome avons there is only the supervisor 
to cousult; in others dt is left ta averly jgunia 
people; and in others to sonior officials whe 
have little or no rapport with the young caployeo. 


Young professionzis sro qeick to recernize thet 
their careers will depend upon performance and - 
operational competence. They do hot ask nanage~ 
ment to “dovelop"™ them; they ask it to give them 

& chance ta show thoir mettie, 


hore appears toe be he agency concern for the 

intcrosts of an individual onployec, only a 

lecal concern im the unit to which ho is a - ILLEGIB:. 
assigned, If he is transferred tao another : x 
conponent, he wtarts from scratch ami bas fo 

prove hinself all ever again, 

The use of people is not planned sufficiently S__ 

ain advance. When fF reported to my Lirst ascigne 

ment nobody had planned what 1 waa to do. 


«, Committees conclusions. < 
In theiz individual responses to the cutiine, meabers ILLEGIB - 
of the committee addressed a largo proportion of thous 

eriticians of the Agency's personne! management to thie 


section. We discovered that they did so because of (| 
widespread belioeg in the agency that our problems on 
adeoply interrelated ani car be treated most adequately 
an a diccussion of the overall eyaten rather than under 


eecparate headings. The committee accepted this line of 
Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1 
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thinking and in drawing up its conclusions ranged far — 
and wide, 

| We docided that the most important criticism leveled || 
at managoment has to do with the apparent uncorenploynent 
of college graduntes durtug thoir firet fow years with 


the Agency. A number of then -- and the nature of our 


inquiry was such that the exact number could not be a 
determined = aro known to be used in positions which 

do not require a college education. Ropresentatives of 
our Line managers explain that this clireunstance arisos 
from a practice long observed in the Agency of assigning 
wignizicant numbers of new employees to routine, repetitive 
‘functions which, is addition to being ROCGESATY , are 

presumed to have training value, it is, however, recognized 
that changes im our minsion have resulted in the extension |! 
of a number of college graduates in euch positions for an fi 
Said that in his view this explanation is reasonable but 
that the Agency must consider whether its reaction tine te 


changing circumstances has beoa too slow. The pouslttes 
agreed t that this is a problem which would bear further “ 
gtvdy, Concern about the negative affect of this situation 
On the attituce of porcons still in college was expressed 
and it was agreed that logs of good college graduates 


during their firat two years of exploynent has @ negative 


Approved For Rel 2003/04/29 : CIA; ry pa a -1 
: + it i 


ee wa Ge | Coe We id bee 


” aaneheansite period of vines One seebes ozZ the cenmittes - 


Se ae ee 


Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090622-1 


ier 


ae ee 


ata 


effect on recruitaent. In ssusiaaite bi part of the 
discugsion, we agreod that there are wide areas of the ~- 
Acency in which ‘collece graduatos ore hired into positions 
and assigned to responsibilities commensurate with their 
training at a vory early date, . 
The committee feels that the overall atructure of 
our gKeveral “Career Services" should bo restudied to wv 
Provide sor better allocation of people, a greater degree 
_of flexibility in responding to now misaions and tacks, 
and broader opportunitios for varied assignments and 
ar advanceaent for the individual, Gur career services have 
ey, grown Up over the years and the lines that divide sone 
of them have appeared to be increasingly artificial ag 
We discover the sanc type of officer with the same back- 
ground and the same career axpirationa appearing on both 
sides of these lines.. | 
Sinilarly, the committee agreed that & moat careful 


study should bo made of grade structure, yronotion practices, 


that in some instances the concept of competitiveness has | 
been carried to the pint that the areas of competition are! 
too wide to be handled by singie promotion panelz. Sube 
divinions, although arbitrary and to 2 degree mechanical in 
nature, would be more managenble and might well. result in 
the exercise of greater Saath ai 


— 
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“Yinally, the allocation ef eutherity for determining 


wee? 


the Apency. Decentralization is only partial in its effect yer 


pergoniel actions hap remained unsettled in many areas of 


with the vesult thet there ia a tug of war between sub ait? te 

ordinate echelons and superioxs achelons, Those offices ae 

iaving to do with the training and assignment of recenfly Jes 

employed college graduates experience considerable difficulty a 
‘ in getting decisions, 

vs 3. Plans for the Future | pit df LLEGIB 

| in general, we believe that we have a carcer manage- 

ment progran which, thoush docentralized, ia responsive 

to the Agency’s needs and which motivates and rewards sts 

employees. We recegniza the validity of some of the 


Zavogoing eriticisous, howaver, and conteuplate isaprovenent 


Riong the following Lines: 
Mr 
More widespread davelopment and use of “comer” Lists. 


gpa 
bi opportunities for rotational assignments , 
beth to achieve grenter utilization of manpower 
gee ae and to provide developmental oxporicnce,. . 


More specific nd timely identizication of 
gnttial assignumenta for junior professiosal 
enployeds « 


Kore systematic fokiov-up ond counseling procedures 
for young profcertonais, pareioeteety. eer their 
‘5 tirat two ywars in the igency. 


rs Forviodia review of presetion and training policies i 
sieng the Garces servicog, in the interasts of ILLEGIB ° 
equity and unifermity of treatucnt. 
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We ftend to take the reaults of thie and other recent ye } 
personnel studies and amseas the rclovance and flexibility | er 
of our current program to the problens of today and the 2 | 


mear future, 


&. Career Trainse Asgignaeats 


L, Current Procran 


a. What criteria are used to select career trainee 
agedounents? 


Carcer Traince ascigmuments are not idontified as 


puch; they are assignments which are considerrcd to be 


introductery te the functional area in which the individual ~ if 
is expected to develop. They will vary with the requirements ILLEGIB 

and the availability of positions in a given aren. Tha : 
abilities of the guiperviser, the varlety ox lecation of 

the work, etc., are incidental considerations, in an 

Agency euch as ours operational necessity sometimes will 

cenand that needs como first ami people must be assignad 

to meet them. Some assignuents thus aust be aade in the 

hope that the persen involved will “work out”, because 

ke da needed and happens to bo the only parson available 

at the tine. We try to keep such Situations ta the 

ainisum. With reapest to the initial ansignment, the 

preferences of the indlyidual are taken into account to 

the extent possibie, In the past few years the level of 

maturity of cux new career trainees hes paceoumen signifie 

eantliy and it haa become inexeasingly important that we 

select dppiqueddivtRetelisp20GVl4/2On CUNRDRAE 0PTEDRONS EAN) 9402251 
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b. To what extent are rotational assignuents 
used? 


Rotational assignments are being used increasingly 
within the major components, particularly in those which 
afford the opportunity of headquarters/field rotation, 
or those whose functional concerns ere broad cnough to 
afford a variety of relevant experience, 


c. At what levels are aseignuents given? Local, 
headquarters, intermediate levels? 


Assignments are given at local and intermediate 
Levela, within guidelines established by the head of 
the Career Service or major component concerned, J * i i 


d. Who participates in the selection of yy a 
ascignmenta . « a? 


PAnagonent selects the assignments, taking ite 
account ‘dnsotar as possible the presumed interests, 
abilities and preferences of the assignecs, Yn many | ILLEGIB 
instances this is done without consultation with the 
enployee. 


@,. How does the agency insure that aseignacnts 
are interesting and involve productive work? 


There ig no systematic provision to insure that 
assignments are interesting and involve productive work. 
Generally speaking, managers and supervisors are fully 


aware of their responsibility to make offective use of 


their people, 
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¢. How long is the carecr traines in a trainee 
status, i.e., until he is assigned to the 
inmodiate target position? 


Immediate target positions are not identified as ~ 
such. The trainee is assigned to a job when his formal 
_ introductory training is completed, which may be within a 
few weeks ox several months. Generally speaking, he is 
considered to be in a trainee status, even though assigned 
to a position, during hig probationary year and, in cantina 
functional areas, for even longer. — 
| g. Are assignments gurficient, in content and 
length, to prepare the career trainse for 
his immediate target position? 

Assignments are sufficient to provide an introduction 
to the career axea in which the traines is expected to 
develop. 

2. Evaluation 


a, By wanagement. 


Managemnant of career trainee assignments generally 
is left to the major operating components. where is no ILLEGIB: 
formal system to insure the correct assignment in every ~ 
case, In those areas where requirements and functional 
responsibilities are relatively predictable, a generally - 
good job is done and instances of dissatisfaction are few. 
In other areas, particularly those which extend oversees 
and are subject to being influenced by sudden shiits in 
external circumstances, management is sometines forced to 
plan aca gnnen te, MaicdsS DROME: GAA Se P55/s0R003700090022.1 
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eralization, it can be suid that asgignments of young \ 
profecsionals are based on operational need, tempered by 
as much cousiveration a6 Ciecunesehon e130 permit of the ILLEGIBI- 
interosts and preferences of the individual, Frou manage< 
ment‘s point oi view, the assignment practices of the 
Agency aye sound, | 

b. Gy careor traidecs. 

Lovell autonomy in oaking wssigaments results in 
a certain anount of oxpodient action and mal-gllocation 
of people, In general, the young progesuional is 
xwensonably well ausignead, In particular, poor assigne 
Bonte are made, arising out of two madn causes: (1) 
shorte-tors problens of operational necessity which 
roquire supersession of iongterun personnel management 
principles; and (2) indiscriminate slot-fiiling for Sian 


wan onke, Some incidance of theae two phonomena o 


unavoidable in o large organization with an active mission, 
but we could centroel them better than we are deing at ye 
prosont. . 
ce Committee conclusions, 

ta ite discussion of this subject the connittce 
surfvaced a number of pronienms which had not beon montioned — 
dm the written subuineieas aade by committee members. At 
the conclusion of our discussion it was agreed that the 
following aattora are of sufficient importance to varrant | 
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fn some parts of the Agency positions which become 
epen are advertised and in others this practice is 
mot followed, The rogult, in the latter, is that 
an individual seeking ta move from one position to 
anether many “walk che halis", making personal 
inguirieva among fricnds and Accunintances av to 
possible openings and desending on as infernal 
system of contacts wna infiuence to to Sexward his 
carecy’. 


Individuals on detached service from one Carter 
Service to another vanotimes surfer in career 
nuvyancement, The service to which they are 
attached ia not responsible for their promotions | 
or future assignments ond theservice from which 
they coma tends to forget than, 


here is tess rotation betucen Career Borvices 
than there should be. 


nen & person is initiaily agsigned to one Careor 
Sorvaice of another his future rate of advancement 
may be projudiced, In some there da considerable 
Phesdroon and he may expect to move up at a rate 
eeuRl to or gometames better than that which ey 
obtains gonerally in Government, In others, 
headroog is tight nad advancement eiow. These 
inequalities have an effect upon worale. 


fone components of the Arency make use of the 
sevelonuent complement technique ta create 
flexibility for os cpignment of personnel, te 
handle short-term and unexpacted tasks, and 
te accommodate the agsirnncat pressures which 
arige ia connection with headquarters /field 
rotation,. Gthera da not, with the result that 
poopie sometimes are asatened artificially 
bocause of TYG Limitations and their talents 
ILLEGIB are underutiiized, : _ 7 

In some areas the cualifications wma required 
of new enuployees have been increased in Recent 
YORE, with the result that a muuber af 
individuals hired before thoec changes were: 
made find themacives at a disadvantage in the 
processes of assignucnt and advancement. 


Don 


‘ 
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C,. Education om ' Training 
Le Cerront Procraas 


a. What kinds of off~thoejob training Aro 
dacluded ia the progres? 


Off<thasjob traisioy procraaps include training 
conducted by ow owa Office of Training and other ‘a 


Covernment agencies, by Service Schools, collages and 


universities, and fechnical schuois, The kind aad . 
anount ex such training varies with the needs of cach y. 
Carcer Garvice, Yor example, sone Carogy Survices are 
_duvolved in Cooperative York-<tudy Programs which begin . 
while prospective scarcer trainees are till enrolled in 
eolloce. Othor Guroor Services okfer technical training 
ox Kulle-time advanced study to avlested officers at more 
 genior levels whe sced to keep shreagt of éevelopnents dst 
theis proteusional figids, Gonerally, a11 Caresr Services 
encourage carer trainces to continue gtudies which will 
improve thdr knowledge and conpotences, 


%,. What percentage of time is spent a0 Siimtheewjob 
traising by the trainec? ILLEGIB 


Tine apent in off~the-jav training verles widely, 
depending wpon the aceda of the Carcar Service and the . | 
soods, preference and abilities of the traiace, At may range! 
from 5% to 25% or wore of one's tine during bis early ee 

‘years of services, averaging close te \a0%, | Pi ILLEGIB 


co. wow is off-tha-job training selected for 
the individual trainees? 
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Syuining usually is related to the curront or a 
projected assignwent; if aot, it ia provided to prepare 
the trainees for higher Level duties, 


ad, To what extent is extracovernmental training 
used? 


Extracoverynental training is used to a very 
gomideruble extent, particularly at graduate levels in 
relevant academic disciplines and in technics! fields, 

¢. What steps are taken te assure a balance 

auong classroaa training, onetheejod 
training, and productive work ansiganents? 

This question imaylice that a desirable balance 
exinte anong classxoon training, on-the~job training, 
aud productive work assignments. We believe that this 
balance in different for cach trainees, depending upon 
his needs and the nacds of his Career Service ares. 
Productive work seotgnmonts are euphadicod, with appro 
priate training encouraged when it will enhance productivity 
or develop potential for future assignments. 

2, Evaluation | 

h By managenent. 

Tha Agency docs weil by its euployees in providing 
edyurvation and twaining. Training in considered a key part 
of carcer development and hoa the encouragonent and support 
of managezent.. Ag the Agency hes grown more mature, and 
aG More gupervinors have come up in a system in which thoy 


have weceivod training thomselves, the attitude toward 
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training has become more positive. “ 

& By career traznces, 

Too many supervisera have taken a narrow view of - 
training, nnd favor only that which is specifically see 
to the current sesignmont. Thus they are leath to relcare 
young officers Sor training of general developmental value, a 
and are reluctant in suggesting txaining which may take iy: 


ea 4 
a8 


significant tine away from the job. A wide variaty of g 
consteuctive, programs aro available, but they should be i 
related nove systometically to developucntal objectives a 
und not just to job noeda, Trainees recognize, however, 
that a growing nuever of supervisors are aware of the 
eontent of training and thus can understand and appreciate 
the training which their new enployses have received. 

c. Coumittes concinsions 

The committee concludes that training is an iuportant 
part of a career program sud the Agency, generally, does weil. 
We recognize, however, that we are etili deficient in longe~ ata. 
range planning of education and training, and that there 
is no uniform awarenced of training ~ and its importance < 
among the major components, The growing involvezent of gee 

uperyigors at #11 levels da training, a9 participants and 

ae instructors, is helping te develop a moro general appre | 
elation of the progrea, and the realization is growing thet | 
thexe = no excuse for this Agency not to have adequately 
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BD. Selecting sand Notivating Supervisors for 
Crrees FrPaipees 


i. Current Prorrans 


&, What criteria are used for the solestion of 
sapexvisers for trainees? 


Thee ara no particular criteria for the zelection 
of supervisors for career trainecs., Young professionals 
ere asgigned where necded, ta positions which involve 
useful work and afford seu relevant developmental 
experience, Supervisor selection genersily is based 
on gperntional competence, perficrmance, soniority, and ILLEGIB 
the hanponstamce fucter® which may affect any given ji 
choice. 


®. What wethodsa are used te prepare this uupere 
visor for training young profonsiconals? 


fne Acency Yor several yours hae enphasizged managensa 


aud etporvisery training at intermediate and seater levels. 


ea have no adequate measure of the effectivencss of er . 
training. oe 


c. How and by whos are suporvisors chosen? ILLEGIB | 


Ps ee. Supervisors are cheses by the chain of comannd, | 
€or wardous seasens hemring on thedzy ovyexr«Wall affectiveness, 
“a "Bo particular emphasis is placed on their abilities as 
ILLEGIB | gupervisors of caresr trainees. . 
a Hey are supervisors evaluated os their pere | 
Lormance 28 Career traises supervisors? 
, danual Fitners reports evaluate their tetal perforsance 


q 
ILUEGIB ~ 
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2. Evaluation 
a. By management. 
In ocarkiiexr years, and to some extent today, inadequate Fe 
supervicion was the greatest single cause of discontent 
anong junior exployces, aifecting, ag 4t docs, almost all 
spects of carecr development. The Agency has mado a | 
sorious effort to improve by ineresased attention to 


training, and progress hag been made, in general, 


supervisers are conscious of theis overall responsibilities 
as ieadeya and sensitive to the particular requircacnts , 
of supervising young peopis, but eouc will always be 
Lese then ideal. Yt appeara, also, that we have some 
internal manifestation of the external "“eoneration gap" 
not only in general teras but in torn of the older 
supervigers* knowledge of the tremendous progress in 
teduy ts education and technology. ALL levels of manage=< 
wont have been alerted by the Directer ta the need to 
concentrate on what might be called flexivie maturation 
at all levels to insure, song ethey things, the ability 
toe secure, motivate and retain topvlight young poople. 

b. By career trainocs. | 

Traines evaluations tend naturally tG reflect am 
linited range of experionce and observation, As & 
genesaiization, they recognize that operational competence 
is a valid ~ and ig usually the primary = basis on which 
one Asimeees tot Soeeai ee 7 ee rere | 


roy és 
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temis to be overdons, & number of critical observations || 
WO7O Made, such ag: 


tae gucoeess achieved by the Agency in solesting 

3 fimteliaa supcrvisers hun a critien’ bearing 
EDU Tho success of tha now onployes's early 
earosr develoguent,. Tha isacdiate supervisor 
nas Virtually couplete responsibility fer 
cofinitioa of the work assignaent, for traindug 
ang for counseling. Not enough etfert te yy 
expended by mipsgemont in nionitoring super} ES 
vinery porforaance at juniors Levels, # 


foo many stoerviscers are go invelved in the 
procuciion part of theirs job that they fail 
to recognizg theiz responsibility to guide 
their young employeca wha are juat getting 
% tarted « 


The personnel part of the auperviserts job 

is not given suftictont eaphacia op a continuing 

basis, There should he more incentives to good ‘is 
perftoruance in thia respect, oe ILLEGIB | 


The traince's contact with managenent stoos 

too often ot the imodiate supervisery level 

and he feels that ockclone above kava na 

antercst 1g what happens to hin, 

&t junioxy levels thera are a number ef super~ ; 
visors whe arg less qualified in overall respects 
than tho youny professionals they supervise, 


«, Connittees conclusions, 


Tae Agency ordinarily places college graduates under 
BEDELVLSOYS Wha o24G themselves colleges graduates, and we /| 
have assumad that the individual whe ia advanced to a 
bupexrvisery position ia enpable of holding it, The points 
made by traincos would Lead one to question that general ” 


/ 
tusumption, aud the committee concludes that wo ohould / 
tonsicer the steps which might be taken to weed out f 
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BE, Counseling Carscer Trainees 


3 ‘ Pp sh ° 7 
L. Corrent Proprand ILLEGIB 


a kat provision is made for equanel tee eurecr 
tealineosn? 


There ie no usiform systen for counseling trainces, 
Tochaidues and procedurts vary anong Career Services, and 
ara influenced by suck factars as the nature and iccation 
of the organixatioual unit, the functions performed, and 
the nanagerial style of the chain of command. The objectives 
af counsoling ave faivly cunciatent « to promote the job 
gutiofaction und the performance of trainmecs generally, ieee 
and to anticipate or alioviate problens = but mothods are ILLEGIB | 
largely a matter of local determination, Counseling is 
cougidercd to be a normal and onegoing function af super= 
visorg aad no special pee ae male fox other counseling 
channels. 

b. What criteria ara used for the selection ef 

_ oungolors and what asaiatance is given to 
help proparc then for their role ao counselors? 

Tuere ig Llittie or ne formal coumeling oz 
carecy trainees and thie no Agency criteria for the 
selection and traiaing of counselera, In those Carcer 
Services or organizational unite where personnel counselors 
have heen design*ted, they usually are senior officers \ 
@he are aware of career poualbiiities and requirements 
in their respective areas_and kaw the current. exploynent | 


git LEATLOM». 
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ae Kvalvuation 
a, By managenedt, . 


Maaagomont generaily cousiders that preacat 
arrangements are practicavle and satigfactery. It is 
recognized that tha abseace of a more visible career 
couiseling program may be o gag felt by many junior 
 eaploycos, but it bacones evident @e needs arise thet 
& good deal of counseding is available on both adnins 
intrative and personal matters. Top comuand secently 
hae expreasesd concern on this subject and has directed 


that greater emphasis be placed an counseling. It is 


the gajority view that counseling arrangescats chould 
suit the circumstances of the fuactional area or Carcer | 
Service concerned, 

| b&b. By carcer trainees, 


Career trainees regard the absence of or lnadecuate 


af 


attention to counseling a5 an prua of wigiificant wenknesa 


iu gur personas] pragran. Some coument that counseling 

is excellent curing tho introductory period of formal 
training and settling inie the job, and then lapses. 

Others note the lapersoenality ex the variously oxhertatery \_ 
or chiding anture of counseling sessions, Others consent 
that counseling appears to be lott to supervisors, by dernit, 
and the latter are overly conceracd with getting the Job 
done, Perhaps the mijer eritician ig that counseling is 


fe pam eote s oN 
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“toe Littilo or too late", These are subjective reactions, a 
and we have no valid measure of tho extent to which such 
views arg held. They ava symptomatic, however, and 
suggest that we are sot paying enough attention to the 
trainee's need for comminication and for a better under= 
stinding of the "why" as well as the “what" of his role 
in the Agoncy. 

e. Committes conclusions, 


The comittoe recognizes that tho counseling which 


ILLEGIB | 


young enployces want is not hand-holding, but i9 realistic 
anformation and advice about the opportunities and reguir 
uents for careor dovelopment in the Agency. There is 4 
rencyed avarcness of couugeling in the Agency and an 
caphagis on its significance, and we are doing souething — 
about it, but the diapact ig not yot gonoral down the Line, 


Thexve is much more to do. We conclude further that 


coungeling haw to be an organic yart of the management | ~ 
function; it cah hos gucctesfully be superimposed upon, 
or apirt from, tha supervisory chain of command . 
FF, Procram Ryaluation 
i, Current Programe 


RR. What ceiteria are wucd toe avaluate the effectiveacss 
of the career trainees prograns? 


Na naiform criteria are used toe evaluate the effective- 
Nose oF Programs Agercy-wide on a regular and continuing 


basis. The continuing interest and concern oz top Banarosent 
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ureo expressed through command channels; ovaluative 
studies on particular aspects of pregrams are done 
irrerpularly by centyval staif units of the Gffices of 
Training and Personnel; committees and task forces are 
established from tine to tine to oxamine broad aspects 
at professional manpower management; and the Office of 
the Inspector General conducts periodic surveys of 
Ageney organizations and functions which includo evalua 
tion of traince programs, Career Trainees critique 
their training couses and are able, through noraal 
supervisory channels, through suggestion programs, 
and through informal discussion and the “srapevine™ to 
express their views on othor aspects ef their progranus. 
b. What technicues are used to evaluate programs? 
‘c. Who is involved ja the evaluation process? 


ad. Fo what extent is the carcer traince involved 
in the evaluntion of his own progran? 


ANSWERED IN a., ABOVE. 


es 


ae Bvaluation 

2 By management. 

Tue present ducontrallzed system works satisfactory. 
There is fairly constant evaluation and feedback to manazenent 
through existing channels and procedures, but on a local 
basis: eperating components know fairly well what is going 


on, but there is no general overview. 
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b. By career trainocs. es 


There is need for a consistent and continuing review lig 

ok carcor trainees prograns on an Ageney-wide basis, Present 
eyotens work @fairly woll, but because individuais hore and 

thera use good managerial judguent rather than bocauce of 
any systematic organizational concern about euch matters. ILLEGIB 
Zollance upon local discretion is generally a good principle, 
but in a comnartmented organisation 1t san be overdone and 
aan aaccontuate a narrow rather than braad view of employce 
deyolopacnt. 

ce, Comnlttees conuciusiensg, 

We vecognixe that our program evaluation techniques 
in the drency, susuarised in paragraph la, above, get only 
partial and spotty results, ‘The questiounrire which 
currvantiy ie being aduinistered to a broad cample of recon 
young professional wiployees will, wa expect, provide good | 
innigshts inte the workings of some aspects of our porsonnel 
manggeacnt programs, and ve plana to uae the resulte of this 
and Giniklar techniques in eficcting isprevemests ia the 
future. The coumittce regards this Pabases See pieces of ae 
wntinished business and will take it up agains 


PART 3F " 


& Throuch what channels docs your agency Insure 
| that the idens and suggestions of young employees 
ave aolicited and connidersd by the aanagers 
with stapes to act? 
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Wath respect to format training programs, trainoss 
critique theiy courses and are tnvited te register their 
evaluations and suggestions, Otherwise, ideas and suggestions 
Bre Golicited and constdered throuch normal supervisory 
caunnels, through enpioyes suggestion progranus, through 
occasional counseling sessions, and through informal 
discussion. 

S. To what extent do carecr trainees participate 

Girectiy in the design of their training 


programs and in the siucture and content 
Of theiy vork programa? 


Trainees co not participate directly in any formal ~~ 
BonsO, AS noted da A ahove, there is opportunity for 
discussion, suggestion, expression af proferences, and 
eratical evaluation, but within the context of normal 


 «wWGRk anvironaent and supervisory relations, 


C. To what extent can young people working in es 
tao Pedernl Government serve ea & Link between -- 
the Govennnent and the etudent coumunity? — <,, 

; ny 

Young enployees can aexve ac a link between the =s 


Government end the student community te the extent that “ 

they can bo used in publéc relations activities, partdoun=s | 
| tuarly with vespect toe their colleges and home COMUNE Ler , 
and ian field recruiting. | | 


D, Row can minority group participation ia 
ecarctr training grograms be iucrcasad? © 


Minority troup participation in carcer traineo prograss 
was F a ein: - 
wiil be increased to the oxtent that we can find professional 
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